The purpose of the study is to explore how social identity influences the construction of leadership development programmes in the Basque Region. The Basque region is recognised as having a strong social and national identity (Kaufmann and Tödtling, 2000; McNeill, 2000) . Historically (Kasmir, 1996; Whyte, 1999) . The paper introduces theories of social identity as they are applied to the study of leadership and it explores how theories of social identity can help explain perceptions of leadership in the Basque region.
INTRODUCTION
This paper presents a story of an interesting research process, which struggled to work and shows how two narratives and one theory that seemed logical to fit together were in fact distinct and not easily linked. It will explain the problems encountered and identify why these problems occurred, as well as, highlight the outcomes of the effort. The paper originated from collaboration between Anne Murphy and Olga Rivera where they sought to introduce new methods of leadership development into the Basque region. The origins of the paper came from discussions about the nature of identity and how it influenced perceptions of leadership. These discussions led the team to investigate social identity and leadership behaviour in the Basque region exploring existing data collected by Olga that focused on management development programmes in the region. The regional study was similar to that carried out by the Council for Excellence in Management and Leadership (CEML) in the UK, examining management development education.
One factor was however very different, the word leadership was never mentioned, while in the UK study the concept of leadership was central. These differences led the team to ask why in two European studies focusing on management development, leadership could be considered essential as a concept in one while hardly featuring as an issue in another. This paper consequently reports the process of the research.
It does so by presenting two dialogues and by explaining how these dialogues while paradigmatically different lead to a similar conclusion about leadership in the Basque region. A number of outcomes are reported in this paper: i)
In the research process the concept of social identity was found to be insufficient for explaining certain aspects of national identity
ii) The entire concept of 'leadership' was found to be problematic when applied to the Basque region
iii)
The idea of multi-paradigm research was found to be a useful but challenging approach
In the next part of the paper we will introduce current theories and ideas on social identity and explain how they are considered to impact on leadership.
SOCIAL IDENTITY AND LEADERSHIP
Identity is an essential concept in social psychology and is one of its main concerns. The nature of identity has sparked many philosophical debates, not least the problematic distinction between personal and social identity (Deschamps and Devos, 1998) . The term 'social identity' is used here to explain how individuals conceptualise themselves via reference to groups of which they are members, categorising their own place in society. 'Social identity' in the paper is consequently defined as:
"…the individual's knowledge that he belongs to certain social groups together with some emotional and value significance to him of this group membership " Tajfel, 1972, p. 292 .
Research on identity has illustrated that individuals need a relatively safe sense of 'who they are' (Erez and Earley, 1993) and self-definitions based on group membership play an important role allowing individuals to set their personal identity in the context of others expectations (Ashforth and Kreiner, 1999) . Such selfdefinitions derive their value from the perceptions of others and by internalising these values individuals begin to construct a sense of self-worth based on collective values and meanings. In this understanding of identity there is more weight given to the 'self' concept, how the self is defined and conceptualised within groups (Hogg and Terry, 2000) . The way individuals construct meanings describing themselves via self-categorisation consequently plays an important role in social identity theory (Hogg, 2001) . The idea of self-categorisation evolves from Tajfel's and Turner's early work (Hogg and Terry, 2000) . Social categorisation of self and others into 'ingroup' and 'out-group' types requires the development of social prototypes that are
used to define what is typical about being a member of a particular group (Reicher, Spears and Postmes, 1995 (Hogg and Terry, 2000) . Individuals become members of a group more or less so depending on the extent to which they identify with the social prototype as they perceive it. To identify with a group the individual may not necessarily work towards the goals of the group but must feel psychologically embedded within it (Ashforth and Mael, 1989) .
Individuals are members of many groups and they may define themselves as belonging to a social group while continuing to disagree with its prevailing values. In this sense membership is defined by identification rather than by loyalty. Leadership in social identity is consequently an emergent process whereby leaders emerge from a group because they are most prototypical of how the group sees itself (Hogg, 2001) . In this sense leadership is about how individuals or factions use power within particular contexts in-order to set agendas, to define the identity of the group and use resources to achieve communal objectives (Hogg, 2001) . Leaders are viewed as individuals who have more influence because they hold group prestige and can consequently exercise more power over how the group sees itself and how it decides what goals to set. The extent to which an individual is more prototypical of the group's ideal, has the ability to actively influence people and has more influence attributed to their behaviour by group members, is directly linked to their leadership influence. Social identity theory considers that as people more strongly identify with a group their leadership perceptions are more directly influenced by prototypicality.
The more prototypical a person is the more likely they are to emerge as a leader (Hogg, 2001) . Inter-group relations are also important because prototypes are determined by groups using comparisons and contrasts with other groups (Rabbie and Bekkers, 1978) .
There are, however, many levels to social identity and many groups within which a person belongs. For example an individual can belong: to a work group; a sports team; a family; a church; a region and a nation. These multiple identities cause different forms of social construction to occur and to interact (Deschamps and Devos, 1998) . In the concept of 'nation' there is a purpose given by belonging to a group within which one was born (Salazar, 1998) . This can include a positive orientation towards a regional group within a nation, the attachment to a grouping that ignores geographical borders, a positive feeling toward a supra-national group, and/or a sense of belonging to a nation defined by geographical borders. The basis of national sentiment plays an important role in the construction of reality for groups located within a 'nation'. This may be embedded via territoriality, culture, ethnicity or formalised via statehood (Salazar, 1998 In the next part of the paper we will explore how social identity and national identity are intertwined and can influence perceptions of 'leadership'. The paper will proceed to explain how the Basque identity contradicts Anglo-Saxon notions of leadership and it will do so by exploring how 'leadership' is conceptualised within the Spanish language. The following section will contrast two narratives of 'leadership' behaviour, one from a positivist tradition and the other from an interpretive tradition.
Finally we will explain the issues that presented themselves during this research process and explore why these occurred.
EXPLORING THE BASQUE IDENTITY
The Basque Autonomous Community (C.A.V.), covering 7,300 square kilometres in the North West corner of Spain, is the most politically autonomous region in Europe. The 2.1 million people who live in the three provinces of Araba, Bizkaia and Gipuzkoa enjoy a standard of living above the European average.
Unlike the devolved administrations of Scotland and Wales, the Basque Government raises it taxes directly. The two tiers of local government take 25% of this, 6.24% goes to Madrid in payment for defence, diplomacy and the royal family, and the rest remains with the regional government (Eusko Jauklaritza). The strong economy based on special steels, machine tools, automotive and increasingly telecoms is growing. The C.A.V. exudes economic optimism in spite of its political challenges 1 .
The historic Basque national territory of Euskadi (or the land where Basque is spoken) covers a much larger area and includes four other Basque speaking provinces, three of which are in France. However, it is the C.A.V. where the desire for independence is strongest and the language both more visible and more embedded in the political and administrative fabric of society. A pre-historic language with no proven connection to the Indo-European family, Euskera is a highly inflected, grammatically complex, and particularly impenetrable language. This defining point of language, the historic claim over territory, and a strong sense of a unique national identity form the basis of a fierce drive for political and economic independence which has broad, if pluralistic, support.
Immediately after the dictatorship the picture was very different. During the political and economic transition (1976 -1983) The study reported here, therefore, presented an interesting challenge to the participants. It was designed to explore social identity in the Basque region and how this might impact on leadership development. As the study emerged, however, it became apparent that there were many limitations in the theory of social identity for explaining what we sought to understand. The authors also found paradigmatic questions about the nature of the knowledge being constructed that were not entirely compatible. Finally, we discovered that the concept of leadership regardless of which paradigm we used appeared quite problematic within a non-Anglo Saxon context. In the paper we progress by presenting the two narratives separately so that the paradigmatic issues associated are not circumvent and in the final section of the paper we conclude by explaining why this study has been useful. During the conclusion we will illustrate why some of the issues identified emerged and explain how current social identity theory limited our understanding of the subject. Finally we will explain why the concept of leadership is problematic in the Basque region.
NARRATIVE ONE -THE POSITIVIST VIEWPOINT
During 1999-2000 ESTE-Business School from Deusto University, and Sarriko Business School from the Basque Country University, conducted a broad survey about the educational needs that Basque managers had (Rivera et al. 2001 ).
The main objective was to identify limitations on competitiveness that occurred because of access barriers to top management education, or to its inexistence in some specific topics. During the survey, the supply side was also analysed to detect their ability to adapt its offer to managers and to understand the strategic focus of management education in institutions.
About 1100 managers from the top 2 hierarchical levels of the firm, or three top levels if the firm had a divisional structure, were interviewed during 2000 about:
-Their demographic and professional characteristics. Age, gender, number of years in managerial positions and number of years in their last post.
-The type of firm they worked in or were working in, including its: size, social form and activity.
-Their formal educational experience -Their continuous educational experience including: the number of courses or educational activities they have attended in the last three years and some detailed information about the most effective activities -Their future educational needs, trying to identify the origin of the need, the topic or area which they related their needs to, the way of achieving the provision of the course.
-The level of responsibility they hold for others education and management development training.
The sample was statistically representative of Basque firms. The average manager of our survey was carrying out his professional life in a manufacturing firm (63%) being a "Sociedad Anónima" 3 (70%) and with an average size of 45 workers. Figure 1 shows the number of managers interviewed by business size. The Basque Country has always had a very strong industrial focus related to a technological culture, in the sense that Huber used it (Huber and Thurn, 1993) . This and can still be seen in the younger generations of university students. ALAVA BIZKAIA GIPUZKOA Finally, analysing the managers' education in each province, we find very different situations. Figure 4 shows, a different reality for each province. Gipuzkoa is more small business and industrial oriented and has one of the highest percentages of economists and engineers. Bizkaia has a more large business and financial orientation and has a high percentage of managers that are lawyers and scientists.
Alava the province that historically has been agricultural but is also the headquarters of the Basque Government since the 1980's, has a very balanced educational participation, with almost the same specific weight of science, technical, economic and legal studies.
In our survey, when we asked managers to describe the most positive program they had undertaken in the last 3 years we obtain this distribution: Finance, Quality and General Management Courses were ranked highest. Human Resources and Managerial Skills were ranked in the second group, mentioned only 11% and 7.9% of the cases respectively. Leadership, which has been grouped within managerial skills was only mentioned 3 times of 1074 answers. Habilidades directivas/Consultoría de dirección
CURSOS VALORADOS DE FORMA MÁS POSITIVA

Gestión de la calidad
When we asked the same group of managers about their future development needs, their answers show the increasing importance of managerial skills picked up via group activities. Going to the specific answers we find that leadership is not quoted spontaneously by any manager in a study of 1074 managers. . In order to examine the impact of national identity on conceptualisations of leadership, we need to be very clear about whose version of national identity we mean.
TEMAS SOBRE LOS QUE LOS DIRECTIVOS VAN A INICIAR ACCIONES FORMATIVAS EN EL FUTURO
Regarding the "nested" identities and social groups argument in social identity theory, the business and management group who we are interested in, have a broad range of potential identities at their disposal, and these are defined not within the Basque space, but beyond its boundaries (the Basque Country and Spain, the EU, Europe etc). I'm not sure about the influence of prototypical patterns of behaviour in this sense -it may well be that well received and successful managers (leaders?) simply sell more fridges. You refer to Mondragon and the influence of the cooperatives. Recently the way their influence was explained to me was that the Basque Country has the best business schools in the world -Mondragon. So many people have been through their hands and it is possible that they learn their management practices related to democratic corporate governance. In Mondragon they often refer to their unique management style but it is a style they refer to as Basque, not co-operative. The same descriptions are used by managers outside the group and by the government. Surprisingly enough, as I was checking the Basque Govt's web 6 today to see how to spell "government" in Basque, there are the same descriptors scrolling up before my eyes. They see themselves as "serios" (serious, hard working etc), "solidarios" (an adjective and probably whole value set that we can't access because we can only say "solidarity") and "emprendedores"
(enterprising).
The important point to make about social identity is that the way the Basques describe their successes to themselves is with reference to their culture and it's values, not to the quality (or even presence) of leadership. This doesn't do a great deal for the theory of social identity or prototyicality and even less for the concept of leadership.
When I asked a local manager/director/leader ("directivo") how he understood the word "leadership" in the context of the firm (la empresa) he said it means a particular kind of manager, a "new" more open one, who mobilises people and gets them to commit to a vision. I think they're using it (in the management and business world) as one fragment of what a manager is and should do, a competence for the checklist, but then, is it so very different in the UK?
Then there's a whole load of stuff about the changing nature and composition of social groups which relates to the dominant industries and educational possibilities both of which have changed dramatically over the past 20 years. Olga's study will no doubt show this; the engineers, 40 plus, will be seeking different learning experiences from the bright young things who study "Empresariales" or management studies. As we have seen from the reference to "solidario" as a core signifier for "Basque" business and management success, the field of management is a bit of a minefield for translators. Some of the key terms in Spanish ("empresario"
"emprendedor", "directivo", gestion) have no direct and easy translations into English.
"Empresario" is business person, employer or entrepreneur depending on the context; "emprendedor" is an adjective close to "enterprising"; a "directivo" is usually a senior manager and "gestion" is the activity of management. Of course this works the other way round, key concepts in the Anglo-Saxon texts of management and leadership sit uneasily with the current Spanish reality as expressed in language 7 .
The interest in "entrepeneurship" both as an academic discipline and political agenda, has meant that a way of translating it has had to be more or less invented. 
CONCLUSIONS
In conclusion we will focus on the three issues that were raised in the introduction. Concentrating on: the usefulness of social identity theory; problems associated with the concept of leadership; and, some of the challenges encountered when trying to develop multi-paradigm study.
Concepts of social identity have proven to be both useful and problematic when seeking to understand leadership in the Basque region. The concept of social identity, how groups construct meaning and develop prototypes has been particularly useful in allowing this study to view the prototypes of Basque management behaviour in a way that is embedded in their context and construction of behaviour (Hogg, 2001 ). That prototypes emerge through self-categorisation was found to exist in much of the study, as Basque managers used prototypes and constructed language to represent the roles they considered important in management (Hogg and Terry, 2000) . The roles they constructed are quite different from Anglo-Saxon notions of leadership. Evidence supporting this point can be found throughout the second narrative where Anne Murphy describes the type of words used in the Spanish language that could have some association with leadership ("empresario"
"emprendedor", "directivo", gestion) while showing that term 'lider', which is most equivalent to the English 'leader', has little meaning in the Basque context. Likewise the evidence from Olga's study shows that the term is not particularly recognised as having any conceptual value for managers when they are thinking about their professional development requirements. The concepts of self-categorisation and prototypes were consequently useful for understanding the construction of these roles in the Basque context and for understanding how these roles differed conceptually.
When theories of social identity begin to explore 'leadership', however, they appear to become somewhat more limited (Hogg, 2001 ). This occurs because as groups construct prototypes they also construct language and meaning to share their understanding of these prototypes (Berger and Luckmann, 1967) .
Conceptualisations of 'leader' and 'led' are themselves prototypes embedded in a social reality representing a group's social identity. Consequently, the concept of 'solidarios' has a more profound influence in the Basque region than leadership and groups are more inclined to build prototypes based on cooperation than to push forward an individual as a leader who is most prototypical of the group. The ultimate question that the study raises is that the Basque Country has clearly been able to achieve a great deal over recent years without reference to the notion of 'leadership'. It also provides access to information on the way management and leadership practice in the region is embedded in the region's identity. Consequently, the work illustrates that management and leadership theory and development practice comes out of and makes sense in a specific time and place, linked to issues of power and identity. To truly understand management development in the Basque Country one must construct and understand programmes that work within the boundaries of their social identity. It is not sufficient to simply transport concepts of leadership or leadership programmes to the region or to commodify knowledge based in one context and apply it to another.
When one recognises the contextual and socially constructed nature of leadership, it inevitably leads to some important questions for future study and policy making in the UK.
• Why are we so enthralled with the leadership concept here?
• Have we commoditised our concepts of behaviour?
• If we continue to de-contextualise concepts and practices in training and development do they become irrelevant within local contexts?
• If the conceptualisation of leadership, in social constructionist terms, can be so completely different between geographic regions can it not also differ considerably between organisations?
• Would some of the UK leadership initiatives be more successful if they were more careful to understand the historical, social and cultural context of each place where 'leadership' was somehow expected to make a difference?
Although some of these questions have undoubtedly been addressed elsewhere in the leadership literature they raise interesting points for the future development of Basque management development programmes. As the relationship develops between Deusto and Lancaster some of these research questions will be explored in greater depth.
Before concluding the paper entirely we must also comment on the challenges of multi-paradigm research as they presented themselves in this study.
The team sought to bring together two studies. One from a positivist tradition and one from an interpretive tradition and we sought to create a link between these two approaches via the use of social identity theory. Only the reader can judge whether or not this was achieved. From our point of view this paper has been a considerable challenge and there were points where it might not have worked at all. Ultimately multi-paradigm research is interesting because it brings together very different perspectives on the same phenomenon. It was challenging because these perspectives are not compatible in all senses and, therefore, they are not easily colocated. In the case of this study creating a structure for the paper that worked proved difficult.
We believe the benefits of multi-paradigm research do, however, outweigh these challenges. In this study one gained access to a comprehensive analysis of the supply and demand characteristics of Basque management development programmes which highlighted empirically that the concept of leadership did not appear important to Basque managers in the way that it would in the UK. Following this with an interpretive approach allowed the team to gain much more detailed insight into why this might be the case. Consequently, a multi-paradigm approach worked in the end because it allowed the team to see that taking either paradigmatic approach led to the same conclusion -that the concept of 'leadership' simply did not make sense in another region's 'social identity'. Based on this conclusion and from a practical point of view it was found that management development programmes based on the concept of 'leadership' needed to be careful to recognise the contextual challenges involved when introducing them within the Basque Country and should be designed with the social identity of Basque managers and their social reality in mind.
